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Please find attached the report of the TAC Secretariat Review Team 
headed by Emil Javier. This report is for the Group's discussion at ICW 89. 
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I would like to commend Emil Javier and his colleagues on the 
review team for undertaking such a thorough and careful examination of the 
circumstances within which the TAC Secretariat operates. The team has 
produced an excellent report which complements the examination of the CGIAR 
Secretariat completed last year and which is likely to serve as an important 
reference document within the CGIAR for years to come. 
I also wish to thank FAO for its collaboration with the review 
team. The frank and open dialogue with FAO has resulted in the formulation 
of several recommendations that are likely to strengthen the TAC Secretariat 
and enhance its productivity without posing major problems in their 
implementation. 
Last but not least, the Group owes a debt of gratitude to the 
Chairman and members of TAC and the Executive Secretary and the staff of the 
TAC Secretariat for thei r full cooperation with the review team. 
Before submitting the report,to you I sought the views of FAO, the 
cosponsors and the Chairman and the Executive Secretary of TAC on the 
recommendations of the review team. I am pleased to report that the report 
has their broad endorsement. The two most important stakeholders, namely TAC 
and its secretariat and FAO, are in full agreement with the spirit of the 
team's recommendations. 
The cosponsors discussed the report at their September 13 meeting 
in Paris and made some observations about the recommendations of the review. 
I report these below. 
Overall Performance of the TAC Secretariat. In general, the report 
portrays the TAC Secretariat as a productive unit, praises its administrative 
gnd logistic capacity and suggests that its analytical capacity should be 
strengthened. We interpret this suggestion to imply that the Secretariat 
needs more anaiy tically minded staff and 30~ as ,a ::r<cicism of the ar,aj.-,j~iczl 
zapabilities of :fie current staff. The TAG Secretariat has 7ery sbi~ carried 
3 heavy analyticai Load even vhen It was severely unaerstaffeci. 
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Location of the TAC Secretariat. After assessing several 
alternatives, the team has concluded that, on balance, the advantages of the 
TAC Secretariat staying in FAO outweigh the disadvantages. Thus, the team 
recommends that the Secretariat should remain within FAO. We endorse this 
recommendation which reaffirms the wisdom of CGIAR's founding fathers. But 
we strongly urge FAO to help alleviate the constraints identified by the team 
as limiting the Secretariat's effectiveness and efficiency. We comment below 
on some of these constraints. 
0 Location in FAO Hierarchy. We concur with the intention of the 
review team. Elevation of the status of the TAC Secretariat within 
the FAO hierarchy would give it greater flexibility. We also 
understand fully the difficulties large bureaucracies face in making 
these kinds of institutional shifts. This question should be kept 
alive for the time being while CGIAR itself and TAC are undergoing 
change. It should be taken up again when TAC reorganizes itself. 
0 Field Project Status. We are pleased that FAO has agreed to grant 
field project status to the TAC Secretariat. This will increase the 
Secretariat*s autonomy in managing its internal affairs. 
0 Delegation of Authority. We agree with the review team's judgment 
that the Executive Secretary of TAC should have the authority to 
approve specific transactions (such as authorization of staff _ 
travel) in order to respond to TAC's needs promptly and efficiently. 
The Chairman and the Executive Secretary of TAC should discuss with - 
FAO specific areas of authorization beyond those to be attained 
through field project status. 
0 Staffing and Salary Levels. We fully agree with the intention of 
the review team's recommendations in this area. We are also pleased 
that FAO broadly agrees with the principle of granting TAC 
Secretariat staff higher levels and salaries when justified. 
TAC's Role in Providing Scientific Advice. 'The review team reaffirms 
TAC's role in providing scientific and technical advice to the CGIAR. In 
carrying out this important role TAC is supported by the two secretariats. 
We are much pleased that the staff of the two secretariats have been working 
as a single team in support of TAC and that the CGIAR Secretariat was able 
to carry a major load in support of TAC at a time when the TAC Secretariat 
is severely understaffed. This cooperative, not competitive, spirit between 
the two secretariats deserves applause. 
Selection of TAC Members. We concur with the review team’s 
suggestions for improving the process of selecting TAC members. The CGIAR 
Secretariat is moving ahead with the installation of a new Candidate 
Information System which should expand our capacity to identify and assess 
candidates for TAC membership. We also endorse the principle of involving 
the TAC Chairman in the process of identifying viable candidates. We are 
pleased that the team reaffirms the responsibility of the cosponsors in 
appointing the &members of TAC. - 
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Review of TAC. We agree in principle that a review of TAC itself 
would be useful. Currently the TAC Chairman is mandated to prepare a 
revision of TAC structure and operational procedures to accommodate the 
addition of forestry. He will report to the Group on this for the first time 
at ICW 89. As the structure and operations of TAC will most likely figure 
prominently in the Group's discussions in the near future, we suggest that 
a decision on a full review of TAC be taken up again following the completion 
of the current realignments within TAC. 
In conclusion, the cosponsors endorse this review report and urge 
FAO to plan the implementation of the review team's recommendations, in 
consultation with TAC and the TAC Secretariat and in the light of the 
report's discussion by the Group at the Centers' Week. The TAC Chairman 
should be asked by the Group to include in his addresses to the CGIAR a 
statement on the progress made in implementing the recommendations of the TAC 
Secretariat Review Team. 
The manner in which this review was conducted and the reactions of 
the most directly involved parties to the team's report demonstrate once 
again the vitality of the CGIAR and the collaborative spirit that bonds its 
components. This spirit will make us even stronger in the future in 
addressing problems of poverty and malnourisbment. 
- 
- 
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Mr. W. David Hopper 
Chairman of the Consultative Group 
on International Agricultural Research 
The World Bank 
1818 H Street, N.W. 
Washington, D.C. 20433 
Dear Mr. Hopper: 
It is my honor and pleasure to submit to you and the co-sponsors the attached 
report of the Team constituted to review the operations of the TAC Secretariat. 
Since the functions of the TAC Secretariat are derivatives of the functions of 
TAC itself (and thus of the functions of the Group), the Team interpreted its 
terms of reference broadly to include consideration of the role of TAC itself 
as a basis for our analyses and recommendations. 
It is the Review Team’s judgment that, all things considered, the TAC 
Secretariat is still most suitably placed in FAO as originally designed. 
However, we believe very strongly that there is a real and urgent need to 
upgrade the status of the Secretariat within the FAO hierarchy and to improve 
its operational flexibility. With the growing size and complexity of the 
system and of the issues being placed before TAC, the Secretariat must be 
delegated more authority and granted greater flexibility to respond to TAC's 
needs more effectively and expeditiously. This necessitates relief from some 
of the constraints that are the standard operating procedures of a large 
organization like FAO. 
The team looked into a number of alternative institutional arrangements, but 
we feel their full consideration at this stage unnecessary as we are confident 
that the host co-sponsor is fully cognizant of m:he TAC Secretarist's 3eeds 2nd 
will take appropriate action in the immediate future. 
I want to note that the review team received excellent cooperation from the 
members of TAC, from every member of the staff of the TAC Secretariat, and 
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made our stay in Rome comfortable and productive and were prompt and totally - 
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The Team hopes that the comments and recommendations included in this report 
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suMt4ARY 
This review examines the operation and functions of the TAC 
Secretariat in relation to the current and future requirements of the 
Technical Advisory Committee and its role within the CGIAR System. 
The growing size and complexity of the CGIAR System, involving, its 
mandate, scope, and governance, suggest that the number and complexity of 
the issues coming onto the agenda of TAC will increase. For these reasons, 
it is difficult to forecast accurately what new demands will be placed on 
TAC and hence on its Secretariat. 
To meet this challenge, there is a clear need to re-examine the role, 
function, and structure of TAC itself. However, the outcome of any such 
changes will still depend to a large extent on the quality and effective- 
ness of the support TAC receives from its Secretariat. 
The Secretariat has served TAC and the CGIAR since its inception in 
1971 from a base in FAO in Rome. It is held in high regard for its 
administrative and logistic capacity and its responsiveness to the demands 
of TAC. 
- 
- 
The most important constraint experienced by the Secretariat in 
recent years has been the shortage of both professional and support staff 
and in particular the shortage of analytical capacity to assist TAC in its 
priority analyses and strategic planning. 
Other constraints relate to some lack of flexibility and independence 
as a consequence of being a small component of a large organization. The 
Review Team believes that these problems are real, but improvements are 
possible, especially if they are supported by the senior administration of 
FAO, 
In considering options for the future location of the TAC 
Secretariat, the Review Team concluded that there are sound reasons for it 
remaining in -FAO. These include: the need for TAC and its Secretariat to 
retain their independence and autonomy by locating the Secretariat away 
from the financial and administrative center in Washington, and the 
importance of maintaining a close linkage with FAO to facilitate the 
opportunities for collaboration and access to the organization's extensive 
human and data resources. 
To improve the operation and flexibility within FAO and to give the 
Secretariat a greater capacity to respond to the needs of TAC, a number of 
procedural and administrative changes are recommended. The most important 
of these involves the elevation of the Secretariat within the FAO hierarchy 
to report directly to the Assistant Director General of the Agriculture 
Department and the granting of field project status, which provides a 
greater degree of autonomy and increased authority to operate within an 
agreed set of operational and ZinancPai delegations. 
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Another important recommendation concerns the urgent need to complete 
the recruitment of the full staff complement and the need to consider 
further strengthening of the staff in the future depending on the 
additional demands placed on the Secretariat by TAC. 
To satisfy the needs of TAC, the professional staff should include 
people with diverse regional experience and with a spectrum of broad 
scientific, socio-economic and technical backgrounds. They should have 
well developed analytical capabilities to help digest information from a 
range of sources and provide TAC with a balanced strategic analysis of the 
issues and options to assist in decision making. 
For the Secretariat to attract such qualified staff and to build a 
more balanced professional team, it will be necessary for at least two of 
the positions on the Secretariat professional staff to be remunerated at 
salaries that fall within the full range of FAO's D-l salary scale. 
Other requirements needed to exploit the full potential of TAC's 
Secretariat include additional space and office facilities; the more 
effective use of specialized consultants to complement the skills of the 
professional staff; and greater interaction and collaboration with related 
organizations including FAO, the International Agricultural Research 
Centers, national agricultural research systems, and other research and 
donor groups outside the CGIAR system. 
TAC and its Secretariat are an essential component of the management 
of the CGIAR System and are in a position to provide important advice and 
intellectual leadership for the Group. 
The adoption of the recommendations listed below will, in the opinion 
of the Review Team, be an important factor in determining the quality of 
the 
1 .- 
2. 
3. 
4. 
5. 
service provided to TAC by its Secretariat. 
Specifically, the Review Team recommends that: 
The role, functions, structure, size, and management of the Technical 
Advisory Committee itself be reviewed. (See p. 9) 
The TAC Secretariat remain within FAO. (See p. 22) 
The Secretariat be elevated within the FAO organizational hierarchy to 
report directly to the Assistant Director General, Agriculture 
Department. (Fee p. 22) 
The Secretariat be granted field project status within FAO 
headquarters. (See p. 22) 
The authority delegated to the Executive Secretary by FAO for specific 
transactions be increased and formalized to permit him to respond ~(3 
TAC'; needs more promptly and efficientiy, (See 7. 23) 
-v- 
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6. Approved Secretariat staff positions be filled expeditiously, with the 
number of positions increased as the needs of TAC and the System 
expand, although the Secretariat should retain in house only the 
minimum capacity to tap the needed knowledge and to provide the 
necessary services to TAC. (See p. 23) 
7. The capacity of the Secretariat be improved by the employment of 
professional staff with analytical ability, broad experience in 
selected fields, and the personal skills necessary to work effectively 
with FAO staff and other sources of scientific expertise as well as to 
carry out Secretariat administrative and logistical functions. (See 
P. 24) 
a. Provision be made for at least two positions on the Secretariat 
" professional staff to be remunerated at salaries that fall within the 
full range of the D-l salary scale. (See p. 25) 
9. Decisions regarding the hiring of Secretariat staff and extension of 
contracts continue to require the concurrence of the TAC Chairman. 
(See p. 25) 
10. Secretariat staff be provided with adequate contiguous workspace for 
currently approved staff positions, with provision for additional 
space to cover potential staff increases. (See p. 25) 
- 
11. The TAC Chairman make more frequent and more extended visits to the 
Secretariat to participate in planning and in resolving important 
staffing and other operational issues. (See p. 26) 
i2. The increasingly effective collaboration with the CGIAR Secretariat, 
with respect to both scientific and financial matters, be continued 
and formalized through joint preparation of annual work plans. (See 
P. 27) 
13. The TAC and CGIAR Secretariats collaborate in developing a data Sase, 
to which they have equal access, including the names and biodata of 
persons suitable for service on TAC, center boards, EPRs, EMRs, or as 
consultants to any part of the System. (See p. 28) 
14. The TAC and CGIAR Secretariats collaborate in drawing up the list of 
nominees for TAC membership and that the TAC Chairman interview and 
concur in all those placed on the short list for final selection 3y 
the Co-sponsors. (See p. 28) 
-l- 
I. INTRODUCTION 
- 
One of the hallmarks of the CGIAR System is a widespread and intensive 
. 
~~l~c~~I~~~~i/ This process has been applied to the System as a whole on on a regular basis (roughly every five years) to the 
centers, and on other occasions to other activities of the System. Until 
1988, however, no reviews had been specifically conducted of two key 
elements of the system: the CGIAR and TAC Secretariats. A review of the 
CGIAR Secretariat was done in that year'/ and set the stage for review of 
the TAC Secretariat early in 1989. Some continuity with the CGIAR 
Secretariat review was brought about through the inclusion of four 
individuals who had also served on that review, in full or in part. 
The terms of reference provided the TAC Secretariat Review Team 'were as 
follows: 
On behalf of the Co-sponsors of the CGIAR, to review the 
functions of the TAC Secretariat in the light of current 
and future activities of the TAC and its role within the 
CGIAR System. Specifically, the team should: 
(a) examine the present and prospective functions, 
organization, and operation of the TAC Secretariat 
in relation to TAC, the International Agricultural 
Research Centers, FAO, and the CGIAR Secretariat; 
(b) assess the adequacy of financial and human 
resources, in view of the tasks expected from the 
Secretariat: 
(cl . nrepare a report on their findings and 
recommendations for the consideration of the Co- 
sponsors prior to submission to the Group. 
The assignment seemed relatively straightforward. The Secretariat is 
rather small, seems to have a fairly clearly defined set of duties, and was 
relatively well known to the Team members. The Team found, however, that 
the job was more complicated than anticipated. Part of the reason is that 
the Secretariat is in the middle of a complex and changing system. Because 
of its derivative role and function - servicing TAC which in turn services 
the CGIAR - the Secretariat tends to operate in the shadows, and its style 
of work tends to reflect the desires and personalities of those that 
surround and interact with it. The process followed by the Review Team is 
described in Appendix 1. 
II Report of the Review Committee, CGIAR, January 1977, 104 pp.: Reoort of -1 
the Review Committee, CGIAR, September 1981, 193 pp. 
21 "Examination of the Roles and Performance of the CGIAR Secretariat: 
Report of the CGIAR Oversight Committee," International Centers Week, 1$!39, 
Agenda Item 18. ~rcuissjr3:, July 21, 29813, 23 >I). 
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The report is organized into two parts: (1) the main text, consisting 
of five chapters; and (2) a fairly extensive appendix. The Team attempted 
to keep the principal text relatively short and focused on key points. 
As the Team proceeded with its study, it became apparent that it did 
not make much sense to try to review the TAC Secretariat in isolation. It 
is obviously closely intertwined with the operations of TAC itself, and the 
TAC Chairman plays a key role in its operations. Moreover, even this 
larger TAC complex is in the middle of a larger CGIAR organization with 
closely related activities such as the CGIAR Secretariat. Hence it was 
necessary to consider some of the main forces influencing the TAC 
Secretariat and vice versa. Therefore, at points, the report goes somewhat 
beyond the narrowly defined brief as set out in the terms of reference. 
In one other respect, however, the Team did not go as far as might have 
been desired, i.e., in assessing the future role of the Secretariat. The 
situation is in so much flux at the moment that it proved difficult to 
seize on any special pattern that could be used as a basis for analysis. 
The Team believes the development of a more adequately staffed professional 
Secretariat, which is more efficient and flexible, is the best way of 
laying the base for an uncertain tomorrow. 
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II. ROLE OF TAC IN TFIE CGIAR 
The CGIAR as presently constituted is a lightly structured, informal 
organization of about forty sovereign donors supporting thirteen autonomous 
research centers scattered around the globe. Although the members of the 
Group are united by a common purpose of assisting developing countries 
achieve more adequate and sustainable food production, there are few and 
only very weak lines of authority linking the various elements of the 
system. The Group's decisions are arrived at through consensus and 
compromise. 
This lack of structure in such a large, diverse group has inevitably . 
made decision-making more difficult, but the members of the Group have 
repeatedly resisted attempts to formalize and centralize authority. 
Instead the Group has opted for and continues to rely on the Technical 
Advisory Committee as the mutually acceptable mechanism for identifying and 
analyzing the technical issues and problems confronting the System and for 
articulating recommendations for decision-making. 
A. TAC IN THE CONTEXT OF THE CGIAR 
1. Role of TAC 
TAC is an essential and critical component of the management of the 
CGIAR System. It does not have executive authority; rather its role and 
functions are advisory in nature. TAC is regarded as the main source of 
independent and authoritative scientific/technical advice to the CGIAR, 
advice meant to provide an objective basis for sound decisions by the 
Group. The nature of such activity places TAC in a prominent position 
within the management structure of the System (see Figure 2.1). 
The initiative for considering a specific topic can be taken either 
by TAC or the Group but is usually taken by the Group. More often than 
not, TAC is requested to analyze and advise on subjects with direct -poiicy 
implications. TAC thus starts with technical questions but ends up 
examining the implications of alternative policy options. Its role, as a 
consequence, is usually broader than a literal reading of its name might 
imply. 
In order to carry out this role properly, it has long been considered 
essential that TAC be and be seen as an independent body, buffered from the 
narrow interests of individual centers, donors, Co-sponsors, or developing 
countries. This concept was adopted as a basic principle by the Review 
Team and is reflected throughout the analysis and recommerdations made in 
this report. 
: 
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2. Terms of Reference and Functions 
- 
- 
- 
The Technical Advisory Committee was given specific terms of 
reference when it was established.'/ However, these terms have been 
modified over time due to the influence of the Bell Committee report, the 
recommendations made by the first Review Committee of the CGIAR, the 
decisions adopted by the Group in its ;$rious meetings, and the 
interpretation by TAC of its own role. The Second Review of the CGIAR 
considered it appropriate to restate the functions of TAC, incorporating 
the spirit of the decisions adopted by the Group over time. 31 
In spite of the evolving scenario, four major functions have been 
accepted as basic to TAC's mandate and activities. These functions are: 
to ensure the quality of the research supported by the Group and its 
relevance to the CGIAR goals and objectives (normally discharged 
through External Program Review (EPR) assessments of the relevance of 
a center's activities and of the appropriateness and effectiveaess of 
its internal review processes); 
to recommend research priorities and strategies for the CGIAR; 
(discharged mainly through the periodic update of the document on 
Priorities and Strategies of the CGIAR, but also through the 5-year 
and annual Program and Budget (P&B) appraisal process): 
to recommend resource allocation among centers in the context of 
CGIAR-approved priorities and strategies (discharged through the 5- 
year and annual P&B appraisal process): and 
to provide intellectual leadership to the CGIAR and to deal wi.:h 
intercenter and systemwide issues. 
The phrasing of the last function requires some clarification. The 
Co-sponsors noted that "besides TAC, intellectual leaderslhip in the CGIAR 
can be found in centers, Group members, and collaborating institutions in 
both developed and developing countries."'/ In full accordance with this 
view, the Review Team sees TAC as the focal point within the System for the 
integration of ideas and initiatives so as to provide guidance in designing 
11 See Warren C. Baum, Partners Against Hunger, The World Bank, 1981, 
p. 10. 
21 Report of the Review Committee, 
Bell Committee report is discussed by 
Review Committee report was issued in 
3; Report of the Review Committee, 
CGIAR, September 1981, p. 71. The 
Baum, op. cit., pp. 95-96. The first 
January 1977 (104 pp.). 
CGIAR, September 1981, pp. 71-72. 
41 "Co-sponsors' Report on Procedures for Selection of TAC Chairma.n," 
International Centers Week, 1986, Agenda Item 19 {ICWJ86/19!, October 13, 
l986, 3. 2. 
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a coherent strategy to achieve the System's goals, within the perspective 
of the global agricultural research and development system, and with a 
prospective vision of future needs in developing countries. 
3. Growing Size and Complexity of the System 
The CGIAR System is under pressure to expand and broaden its 
activities. The pressure stems from the changing needs of the developing 
countries and new developments in science and technology. It is 
illustrated by the recent initiative to consider the possible incorporation 
of the so called non-associated centers and of new activities such as 
forestry. These proposals all have far reaching consequences for the CGIAR 
itself, its mandate, scope, size, and governance. Since all these have 
technical and scientific dimensions, they will automatically be reflected 
in the increasing number and complexity of issues for TAC's deliberation 
and judgement. In turn, they have significant potential consequences for 
the composition, qualifications, and size of TAC, its internal structure 
and governance, its mode of operation, and its resource requirements. 
B. NEED TO RE-EXAMINE TAC'S ROLE, FUNCTIONS, AND STRUCTURE 
The evolution in the interpretation of TAC's functions and the 
dynamics of the CGIAR System call for periodic examination of TAC as a 
whole. No specific review has been held to date.5/ While such an 
examination is beyond the scope of this study, the Review Team wishes to 
highlight the need for such a review in the future. The Team also wishes 
to note three areas where, in its view, there are opportunities for 
improvement. These refer to the need to review TAC's program of work, the 
need for flexibility to cope with an increasingly heterogenous agenda, and 
the need to refine the process for selecting TAC members. 
1. Program of Work 
The main role of TAG is to advise the Grouo on nriorities and 
strategies for the System. The larger the scope-of the subject matter 
areas in the CGIAR and in TAC's agenda, the greater the need for the 
Committee to concentrate its attention on the bigger issues and pay less 
attention to details. The recent move to a S-year program and budget 
process is a step in the right direction. Yet, TAC will still be required 
to examine annual budgets for consistency with the 5-year plan and to 
evaluate discrepancies. If the System should be seriously underfunded in a 
given year, TAC may be requested to re-examine the budgets. Moreover, the 
numerous ad hoc issues presented to TAC also suggest the need to examine 
TAC's functions, how it is serviced by its Secretariat, and how it is 
prepared to discharge this increasing workload 
I 
5/ TX was briefly considered in the first and second reviews of rhe 
CSIAR system COD. .:it.: 1977, pp. &l-&2. 95-98: la81. ?. 92:. 
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2. Need for Flexible Structure 
TAC's agenda has increased in terms of the complexity and the 
heterogeneity of its subject matter coverage. Resource management, the 
subject matter represented by several of the non-associated centers, and 
forestry are examples of new dimensions that represent a significant 
enlargement and increased complexity of TAC's agenda. In order for TAC to 
be able to cope in an effective manner with such an expansion of its 
agenda, and simultaneously perform its four major functions properly, there 
is a need to consider structural changes. 
TAC will have to change in size and/or alter its structure and 
composition to address the new subject matters properly. An increase in 
number of members is not advisable because TAC already seems to be at its 
maximum effective size. Further, several of the ideas raised in the 
forestry proposal, such as that suggesting an additional forestry TAG with 
overlapping membership, in the judgement of the Review Team, appear 
unmanageable and unnecessarily cumbersome. 
The Review Team sees advantages in a small committee composed lof 
scientists who have distinguished themselves in their respective 
specialties, but who in addition have broad experience in priority setting, 
research management, and development strategy. TAC should be suppor,ted by 
standing panels of leading experts in various fields, appointed 
individually, possibly on a nominal retainer basis, and served by the 
professional staff of the Secretariat. They could be convened as 
individuals, specialized panels, or as multidisciplinary panels. Their 
reports would ensure depth of knowledge and breadth of subject matter 
coverage. They would set out key issues and options and would be a basic 
input into TAC's deliberations. The panels need not be convened on a 
regular basis, but rather on a case by case basis as appropriate. 
Changes of such a nature would provide the desirable flexibilizy for 
TAC to discharge its principal functions and provide the best type o.f 
advice to the CGIAR - combining breadth of coverage with depth of 
scientific and technical knowledge, strategic perspective, and prospective 
vision. 
3. Selection of TAC Members 
The effectiveness of TAC depends heavily on the individual 
qualifications and the balance among its members. Hence the process 
followed in selecting TAC members is of great importance to the System. 
The present procedure is as follows: The CGIAR Secretariat assembles names 
of potential TXC members for presentation to the Co-sponsors who act as a 
selection committee. A brief CV of the selected candidates is circulated 
to the members of the Group by the Chairman of the Group. In the absence 
of objections, the Chairman proceeds to formalize the appointment for an 
initial Z-year term. 
The Oversight Committee of the CGIXR Secretariat expressed the 
concern that "TAC ias no (formal'; input into suggesting names of ~otcztirl 
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TAC members, although the Chairman has considerable influence in the final 
selection. It is n;tz,clear how many names are presented in the short-list 
to the Co-sponsors. The Oversight Committee suggested that the process 
of actual selection of TAC members should be more systematic, rigorous and 
transparent, ..(and that).. "the subject might well be taken up by the 
projected TAC Review Committee."71 
While the subject in one sense falls beyond the terms of reference of 
this review, in another sense it is germane. The composition of TAC, in 
terms of the background and experience of its members, can have a 
substantial impact on the nature of work asked of and performed by the 
Secretariat. The team, therefore, thinks that the TAC Chairman and the TAC 
Secretariat should play more significant roles in the selection process. 
In the eyes of the Review Team, it is particularly important that the 
TAC Chairman, with the support of TAC and the TAC Secretariat, play a 
substantial role in the nomination process. The Chairman is in the best 
position to know the needs of TAC and to draw up the criteria to be used in 
identifying potential new members. He is also in a good position to 
solicit nominations from the scientific and technical community. And he is 
the appropriate person to narrow those names down into a short list. In 
the process of doing so, he should, at his discretion, interview the 
candidates. 
This, however, is about as far as his role in the process should go. 
It would not be appropriate or desirable for one person or group to take - 
over the process entirely. The search process should be done in 
cooperation with the CGIAR Secretariat that would canvass CGIAR members and 
advise on candidates for the short list. Most importantly, the Co-sponsors 
should continue to make the final selection of candidates from the short 
list provided by the TAC Chairman. 
With regard to the data base from which to draw names of possible 
candidates for TAC membership, as well as for EPRs, EXRs, center boards. 
and for consultants or members of standing panels, it is of particuiar 
importance that the TAC and the CGIAR Secretariats collaborate in its 
implementation. Both Secretariats should have equal access to names and 
biodata contained in such data base. (This issue is also discussed in 
Chapter IV.) 
In summary, there are both general and specific reasons for examining 
TAC's role, function, and structure. As the chief examiner or sponsor of 
reviews in the System, and its key analytical body, it should not be exempt 
from analytical review itself. Additionally, some emerging issues - three 
of :rhich have been noted here - highlight the need for review. All of 
61 "Examination of the Roles and Performance of the CGIAR Secretariat: 
Report of the CGIAR Oversight Committee," International Centers Week, 1988, 
Agenda Item 18 (ICW/88/13), July 21, 1988, p. 11. 
- 
these factors have an impact on the work of the Secretariat. In 
retrospect, review of the Secretariat might more appropriately have been 
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done as part of a more general review of the TAC and its Secretariat. 
The Team recommends that the role, functions, structure, size, and 
management of the Technical Advisory Committee itself be reviewed. 
- 
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III. ASSESSMENT OF THE SECRETARIAT 
The Secretariat, even as its name implies, is a service unit; its 
mandate is to facilitate the work of TAC, and its efforts must be judged in 
those terms. How it can best achieve its ends is heavily dependent on the 
TAC Chairman, whose views influence the shaping of Secretariat priorities 
and its style of work. They also provide the context in which the 
Secretariat's work must be assessed. 
A. CONSIDERATIONS 
1. Placement in the CGIAR Structure 
The TAC Secretariat is a very small unit in the middle of a rather 
large and unusual organizational arrangement. It has a wide range and 
variety of linkages. There are two levels of relationships: (1) within the 
overall TAC complex (Chairman, Executive Secretary and Secretariat, and TAC 
members) and (2) within the larger CGIAR complex (including the Group 
itself, the Co-sponsors, FAO as an administrative base, and the clients). 
These linkages include at least three functions: policy, funding, and 
administration. Figure 3.1 is an attempt to depict these relationships.Il 
Program guidance is provided by the CGIAR during its twice-yearly 
meetings. The CGIAR Chairman may help interpret and implement this 
guidance through consultations with the TAC Chairman. The CGIAR and CGIAR 
Chairman also interact with the CGIAR Executive Secretary and CGIAR 
Secretariat, who in turn interact with TAC on program matters (and in the 
case of the centers, financial issues). 
Funding is provided by the Co-sponsors, who are also members of the 
CGIAR. The Co-sponsors also select the TAC Chairman and members. The Co- 
sponsors meet several tiqes a year; the TX Chairman and Executive 
Secretary are present at these meetings in an advisory capacity. 
Administrative matters involve FAO (also one of the Co-sponsors) 
because of the location of the Secretariat within that organization. The 
TAC Executive Secretary and the professional and support staff are all 
employees of FAO. 
2. Location in FAO 
From the beginning, the Secretariat has served TAC and the CGIAR System 
from within FAO in Rome (see Appendix 2 for a brief history of the 
Secretariat). Today, like regular FAO units or "services," it reports 
through a division to the Assistant Director General (ADG) responsible for 
Ii Figure 3.1 is not an attempt to diagram the CGIAR system as it is seen 
from the outside (as +Jas the case ia Figure 2.1) but zather to reflect 2e 
situation as ic is viewed Zrom -he XC SecreLarlse. 
- 
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Figure 3.1 
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the Agriculture Department (see Figure 3.2), one of seven departments in 
FAO. In an earlier day, it reported directly to that ADG. 
While most FAO regulations and procedures apply to the Secretariat, it 
enjoys some special dispensations. Its most notable exemption relates to 
travel by TAC members and consultants, where the Executive Secretary can 
authorize such travel. These exemptions rest on custom, not on formal 
arrangements. As well, on a case by case basis, FAO has waived certain of 
its norms in hiring professional staff, especially the norms relating 
experience to the grade of initial appointment. Beyond these exceptions, 
FAO norms apply to the Secretariat. 
3. Current Functions 
As the Secretariat serves TAC, its functions are derived from the 
functions of TAC itself. With TAC largely committed to reviewing the 
centers and system-wide technical activities, to setting priorities and 
monitoring their implementation, and to focusing and synthesizing the 
System's vision of the future, the Secretariat's functions relate closely 
to these activities. 
Specifically, the Secretariat describes its functions as: 
- to prepare and organize meetings of TAC and its sub-committees; 
- to prepare TAC for meetings of the CGIAR; 
- to organize and manage External Program Reviews and activity and 
commodity reviews; 
- to help assess and monitor CGIAR priorities and strategies; 
- to support the resource allocation process; 
- to aid in identifying emerging issues and new initiatives. 
(For more detail, see Appendix 3.) 
These functions involve, in varying degree, both administrative and 
analytical responsibilities. In the past, the TAC Secretariat tended to be 
more occupied with the administrative functions; the current Chairman is 
giving notably more weight to the analytical functions. This change in 
emphasis has far reaching implications for the Secretariat, e.g., in its 
requirements for professional and support staff, in its potential demands 
on FAO expertise, in its demands for external consultants, and in its 
bureaucratic flexibility. These points are developed in Chapter IV. 
4. Funding 
The Secretariat's support funds come equally from the CGIAR's Co- 
sponsors, although FAO has made in-kind contributions in addition to its 
cash support. In the future, the FAO in-kind contribution will be counted 
along with its cash contribution in matching contributions from the other 
Co-sponsors. To date, funding has been adequate to cover expenses: indeed, 
in most years funding has exceeded expenses, with unfilled staff positions 
accounting for most of the underspending. This will certainly be true 
again in 1989. There are assurances, however, that ihe Secretariat 
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Figure 3.2 
Placement of TAC Secretariat in Organizational Structure, 
Agriculture Department, FAO, 1989 
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. will be fully staffed by 1990, and therefore surpluses will disappear. 
(See Appendix 4 for a resume of funding and expenditures.) 
5. Structure and Staffing 
As befits a small unit, the Secretariat has a simple internal 
structure. It is headed by an Executive Secretary, has a professional 
staff - one of whom serves as Deputy Executive Secretary to act in the 
absence of the Executive Secretary, and a small support staff coordinated 
by a senior program assistant. 
The Executive Secretary contributes considerably to the work of the 
professional staff. In the past, the professional staff numbered as many 
as three (exclusive of the Executive Secretary). For 1989 the Secretariat 
has been allocated four professional positions. Even so, only two 
positions were filled in early 1989, and it seems likely that the number 
will decline to one by mid-1989. Moreover, for two years the Secretariat 
has sought to establish a junior level professional position. 
The support staff has an allocation of two program/research assistants, 
one secretary, and two clerk-stenographers. The secretary position remains 
vacant after several months of recruiting. 
Briefly, then, the staffing/vacancy pattern in mid-1989 is: 
Allocated Filled 
Executive Secretary 1 1 
Senior Professional 4 1 
Junior Professional 1 0 
Program/Research Assistant 2 2 
Secretary 1 0 
Clerk/Stenographers 2 2 
Constraints on fiiling these positions are discussed later. 
B. PERFORMANCE 
For the most part, those who know the workings of the System have high 
regard for the work of the Secretariat. The logistics of reviews, the 
preparation of reports, indeed all the administrative functions are well 
done. These are the impressions of the Review Team, reinforced by 
discussions, interviews, and questionnaire responses received from some 50 
others - from TAC members, to donor representatives, to center staff. 
In general there is a sense that the Secretariat is hard working and 
well organized, but understaffed and more successful in carrying out 
administrative/logistical functions than with analysis. 
i. Internal Perceptions. 
The Secretariat sees itself as doing a good job. iinanciai resources 
are thought to 3e adequate. There is sufficient liexiSility for 3ost 
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travel, communications, and needed equipment. Consultants can be brought 
on as needed. Access is open to FAO data and expertise, but individual 
initiative is required. Staff morale is generally good in the support 
services group but uneven and waning as uncertainties (about staffing and 
work loads especially) have their effect. There is the sense that greater 
emphasis on analysis will require a different profile of competence among 
senior staff and some retraining for selected support staff. The staff 
assume that the forthcoming reviews of non-associated centers will require 
more human resources, if appropriate quality and timely delivery of product 
are to be maintained. To the extent that additional centers are added to 
the System, the routine workload will also be enlarged. 
2. External Perceptions 
Most believe that the TAC Secretariat is quite competent in its 
administrative dimensions, less so in its analytical dimensions, and 
notably understaffed. The general view is that a concerted effort must be 
made to improve the analytical capacities and the capacity to select and 
manage consultants, although a good start has been made in this direction. 
There is also the sense that reports, especially summaries of TAC meetings, 
should be more timely. (The Team brought this issue to the attention of 
TAC, which has already moved to authorize distribution of a summary of 
meeting decisions as soon as approved by the Chairman.) Finally, TAC 
members would like to see increased Secretariat assistance to standing 
committees and to individuals in connection with TAC assignments. 
The achievements of the TAC Secretariat are in its continuing 
responsiveness to the demands of TAC. The staff have done their best to 
meet TAC's requests. Perhaps the best measure of this is the high regard 
present and past TAC members have for the Secretariat. In a word, the 
Secretariat has high credibility for its administrative and logistics 
capacities. 
c. CONSTRAINTS 
As the Review Team started its work, there was a sense that the 
Secretariat confronts a number of major and minor constraints, mostly 
bureaucratic. The anomaly of credible work on the one hand and significant 
constraints on the other was recognized. In time, the Team's perceptions 
changed with less weight given to constraints; even so, it is evident that 
there are constraints on the Secretariat's capacity to meet current and 
emerging demands. These run in three dimensions: human, bureaucratic, and 
physical. 
1. Human Constraints 
As earlier paragraphs have evidenced, the Secretariat has not always 
had its full complement of staff. Especially at the present time, its work 
suffers from shortages in both its professional and support staff. 
The requirements for professional staff are well described by TAC and 
Lrs Chairman - analytical ability, knowledge 3mong the staff of :he lrarious 
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dimensions of agricultural research (such as the plant, animal, social, and - 
resource management sciences) as well as experience in different parts of 
the developing world. Recruitment for vacant professional positions has 
been underway since mid-1988, but these positions remain unfilled as of 
late May 1989. Bureaucratic constraints are partially responsible for this 
delay. One must also question if the remuneration offered is adequate. 
Chapter IV will deal with new possibilities, but for now the effort must 
proceed. In order to satisfy the immediate demands, attention must be 
given as well to the imaginative use of consultants. 
On the support staff side, significant constraints emerge from the 
current circumstances and practices of FAO. These have delayed the 
appointment of secretarial staff, in part because of the requirement that 
first consideration be given to those made redundant from other FAO units. 
There appears little prospect for immediate change. 
2. Bureaucratic Constraints 
As noted earlier, there has been a widespread view that FAO's rules and 
regulations, designed for a very large organization, are sometimes not 
appropriate to a small entity pursuing different objectives. The Team's 
current view is that while many of these constraints can be overstated, 
there are some important problems. 
The most serious constraint concerns hiring procedures. Recent 
recommendations for professional appointments, as of late May 1989, have 
not been expeditiously processed. Selection procedures for support staff 
have resulted in substantial delays in appointments. These issues quickly 
become critical in a group as small as the Secretariat. 
A second constraint relates to the Secretariat's communications with 
FAO. Protocol requires that these go out through division to department 
and back in the same way. Clearly, the loop takes additional time and 
effort and introduces the possibility of misunderstanding. 
A third, and related, constraint involves the Secretariat's ability to 
act expeditiously. The Assistant Director General and the Division 
Director can be called on to accelerate processes or make exceptions, but 
there are limits as well as self-restraint on the Secretariat side, and the 
resulting negotiations place a strain on everyone's time and energy. For a 
unit that is deliberately kept lean and with a perpetual succession of 
deadlines to meet, the Secretariat needs more flexibility and autonomy in 
its routine operations than one of FAO's regular entities. 
So, although true bureaucratic constraints are fewer than the Team 
expected, they are still present and significantly restrict the 
Secretariat's effectiveness. 
3. Physical Constraints 
The present Secretariat staff has only minor space constraints. Zts 
3ffTces in !? Building, some 20 minutes from FAO aeadquarcers and zhe ADG'~ 
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office, are generally adequate. Clearly, however, the Secretariat, once 
fully staffed, will be seriously constrained by lack of space. Said 
simply, more space will have to be found if the Secretariat is to operate 
effectively. It would also be prudent to plan for additional space needs 
as functions are added and the staff enlarged. 
To date, equipment has not been a constraining factor in the sense that 
what is being done is not limited by what is available. It is evident, 
however, that as analytical activities increase, more computer power will 
be required as will a greater capacity to communicate through electronic 
means with other elements of the CGIAR System. The Team understands that 
the acquisition of such equipment will not be a problem, that the FAO 
apparatus can meet the needs. The Team notes, however, that adequate 
weight must be given to the need for compatibility with the CGIAR System in 
choosing such equipment. And this need, in turn, might again require FAO 
to make exceptions for the TAC Secretariat. 
What follows from this brief review is that the Secretariat's 
administrative work is quite good, better than its analytical capacities: 
that its circumstance within FAO is good but could be improved; that huma 
resources with analytical skills and strategic perceptions must be 
augmented; that constraints on hiring must be alleviated; and that 
flexibility in managing its limited resources is essential. Chapter IV 
describes ways in which the constraints faced by the Secretariat can be 
overcome. 
in 
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IV. STRATEGIES FOR STRENGTHENING THE TAC SECRETARIAT 
A. KEY PREMISES 
The deliberations of the Review Team on strategies for strengthening 
further the TAC Secretariat draw upon three key considerations or premises, 
outlined in Chapter II, concerning TAC: 
the status of TAC as an independent advisory body to the CGIAR; 
the growing size and complexity of the system and of the issues 
facing TAC; and 
TAC as the focal point for new ideas and initiatives. 
B. GENERAL IMPLICATIONS FOR THE SECRETARIAT 
These premises have the following implications for the TAC 
Secretariat: 
1. Authority, Independence, and Status 
The dynamic nature and increasing complexity of the issues on TAC's 
agenda require that the Secretariat be sufficiently independent and 
flexible to respond promptly and effectively to these demands. This in 
turn depends on the extent of the authority vested in the Executive 
Secretary, and for this reason sufficient authority is, among the things, 
central to the successful operation of the Secretariat. 
In addition, given the need for an independent TAC, it follows that 
the Secretariat must also operate with full independence in carrying out 
its reviews and fulfilling its analytical functions. In order to attain 
this independence, it is important that the Secretariat have a higb level 
of status in its host organization. More specifically, the TAC Secretariat 
should have the same status in FAO as the CGIAR Secretariat has in the 
World Bank. 
2. Staff Capacity 
To service the demands of a more strategic and proactive TAC, the 
Secretariat will also require additional professional staff to provide a 
greater analytical capacity. The Secretariat will require professional 
staff with broadly based skills in the various areas of research undertaken 
by the System, who are able to integrate, synthesize and organize 
information originating from diverse sources and disciplines. 
- 
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3. Funding 
The additional staff and support services required to achieve a 
strengthened Secretariat, especially if new duties are added, will 
necessitate a modest increase in funding over and above the level of 
funding currently projected for 1990 and 1991 by the Co-sponsors (see 
Appendix 4). Possible sources for these additional funds include the 
existing Co-sponsors, or CGIAR donors - either in the form of direct grants 
or as overhead on their contributions to individual centers. Because of 
the critical role of TAC in monitoring and assessing the quality of the 
research and setting priorities in the CGIAR system, it is essential that 
the System continue to provide an adequate budget for TAC and its 
Secretariat to discharge these responsibilities. 
C. OPERATIONAL IMPLICATIONS 
This section deals with the significant issue of organizational 
affiliation as well as the areas in which the Review Team believes change 
is both desirable and feasible. 
1. Organizational Options 
Briefly, four main organizational options are possible: remain in 
FAO; combine the two Secretariats under World Bank auspices but maintain 
the present locations in Rome and Washington; combine the two Secretariats 
in Washington; and withdraw the two Secretariats from affiliation with 
either Co-sponsor and combine them at some place other than Washington or 
Rome. 
a) Remaining in FAO 
There are both clear advantages and some disadvantages to remaining 
in FAO in Rome compared to moving to the 'World Bank. 
The major advantage is the possibility of linking with other FAO 
activities in international agricultural development and research. The 
Team sees the activities of the CGIAR and FAO as being highly 
complementary: the centers place emphasis on research (with a development 
perspective), and FAO emphasizes development (with a research base). The 
Secretariat's location in FAO greatly facilitates TAC being well informed 
on the various undertakings and initiatives of FAO and provides the CGIAR 
with a further linkage to FAO's extensive network of Third World clients. 
It provides opportunities to the Secretariat staff to participate in 
the many technical conferences and fora held at FAO headquarters relevant 
to TAC's agenda. Most importantly, it allows easy and direct access, at 
minimal or no cost, to staff expertise as well as to the library facilities 
and computerized data bases available at FAO. These opportunities are 
particularly important with regard to the crucial role of TAC of advising 
the CGIAR on priorities and strategies for the System and on potential new 
initiatives . 
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Another important advantage is that of balancing the support provided 
by the Co-sponsors to the governance of the System and thereby avoiding 
excessive concentration of administrative authority in the World Bank, 
which houses and finances the CGIAR Secretariat. The independence and 
autonomy of TAC is better protected if the TAC Secretariat is isolated from 
the direct donor relations that characterize the activities carried out by 
the CGIAR Secretariat. 
FAO, furthermore, provides: UN privileges and immunities; a 
convenient location for travel to/from developing countries in Asia and 
Africa; excellent conference facilities; and logistic support provided by 
FAO's country offices, when needed. 
The Team noted four principal possible disadvantages to remaining in 
FAO. First, some perceive that a too close association with FAO could 
eventually compromise the independence of TAC's advice to the CGIAR. Upon 
investigation, however, it did not appear that this has happened; FAO 
seems to have been careful not to try to influence TAC's decision-making 
process. Furthermore, FAO has consistently left to the initiative of TAC 
and of the TAC Secretariat staff the identification of specific subject 
matter or data needs on which assistance from FAO would be needed and 
welcomed. At the same time, FAO has been ready to assist within its 
capabilities upon request. Thus, the Team concluded that the Secretariat's 
location within FAO has not compromised the independence of TAC's advice to 
the CGIAR. 
A second possible disadvantage is physical distance from the CGIAR 
Secretariat. In this case, the inconvenience created by the distance is 
being mitigated through consultation via electronic mail and in TAC, CGIAR, 
and Co-sponsors' meetings. It is also increasingly being overcome through 
the joint planning of activities that interface (e.g., analysis and 
monitoring of the financial implications of a center's proposed program of 
work and joint planning of work with the CGIAR Secretariat's Scientific 
Advisors). 
A third possible disadvantage could arise from constraints imposed by 
the administrative norms and regulations of FAO. These constraints, as 
discussed in Chapter III, are real, and suggestions and recommendations to 
overcome them are presented in section 2 below. 
Finally, the Team notes that the intergovernmental status of FAO may 
from time to time lead to circumstances that impinge on the activities of 
the Secretariat. Such occasions, however, have been rare in the past, and 
the Team assumes that this will continue to be the case in the future. 
b) Combining Secretariats under World Bank Auspices 
The World Bank could act as host for the combined Secretariats with 
both located in Washington or with the TAC Secretariat remaining in Rome. 
Both options might seem radical but have been considered previously. One 
secretariat with two branches was disctlssed in the early stages of the 
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establishment of the CGIAR.lj The Rome option was proposed in the CGIAR 
Secretariat review. 21 
The argument for combining the two Secretariats under World Bank 
auspices is that it would reduce present inefficiencies and inequities. 
Combining them under the World Bank but maintaining two locations would 
solve many of these problems; combining them in Washington under the World 
Bank would solve most of them. 
In either case, however, World Bank affiliation could also have some 
substantial disadvantages, including: political (many CGIAR donors and 
developing countries might not favor disengagement from FAO, and European 
members might not favor a move out of Europe); operational (the Bank: has a 
much more limited array of scientific and technical resources); and 
economic (FAO might be less inclined to maintain its level of contribution, 
and costs would be higher if the whole staff were paid at World Bank salary 
levels). 
cl Combining Secretariats Away from Either Co-sponsor 
Combining Secretariats at some point away from either FAO or the 
World Bank was considered during the second review of the CGIAR system in 
1981 but was not mentioned in the final report.3/ This option might have a 
different combination of advantages and limitations than the previous ones. 
Presumably one or both Co-sponsors would have to continue in a parental 
capacity so that the combined Secretariat would have international status. 
Costs could go up, and funding by both, not just one, host organization 
could be jeopardized. Distance from both organizations could also lessen 
their interest in and zeal for them. Much further thought would be needed 
about this option before it could be seriously considered. 
d) Review Team Views 
Although some team members were also members of the panei that 
originally proposed combining the Secretariats under World Bank auspices 
with the TAC staff remaining in Rome, they now view it as somewhat extreme 
for the current circumstances. There seem to be other ways of reducing 
some of the disadvantages of the current two-Secretariat situation - and 
indeed there are signs of increased interaction. The Team believes that 
the advantages of attachment to FAO far outweigh the disadvantages and that 
iI See Appendix 2 and Warren C. Baum, Partners Against Hunger, The World 
Bank, 1986. pp. 110, 210, 213. 
21 "Examination of the Roles and Performance of the CGIAR Secreta.riat; 
Report of the CGIAR Oversight Committee," International Centers Week, 1988, 
Agenda Item 18 (ICW/88/13), July 21, 1988, p. 22. 
31 Based on an interview with Michael Arnold. Study Director of +.ne 
Review, i4arch 18, 1989. 
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the encouragement of increased collaboration with the CGIAR Secretariat and 
the steps noted in section 2 below should be the first order of approach. 
The Team recommends that the TAC Secretariat remain within FAO. 
2. Changes Needed to Alleviate Secretariat Constraints within FAO 
FAO is a large organization that, in accordance with good management 
principles, has established a number of rules and regulations that are 
designed to promote appropriate supervision and control over the use of the 
resources entrusted to it. The Team fully understands and supports the 
need for these but believes that the particular nature and needs of the TAC 
Secretariat in its service to a body outside FAO, its place within the 
CGIAR System, and the joint funding of its operations suggests that it be 
accorded a status apart from most FAO units. 
a) Location within the FAO Hierarchy 
Conversation with FAO senior staff has encouraged the Team to think 
that certain procedural and other changes are possible that would greatly 
increase the Secretariat's flexibility and thus its ability to respond 
efficiently and effectively to the needs of TAC. Foremost among these, in 
the Team's view, is the elevation of the Secretariat within the FAO 
organizational hierarchy to report directly to the Assistant Director 
General, Agriculture Department - a return to a position once held (see 
Appendix 2). This increase in the Secretariat's visibility and status 
within the host organization would bring it to a level equivalent to that 
of the CGIAR Secretariat and its location within the World Bank. 
Simultaneously it would reinforce the independence, authority, and status 
of the advisory body it serves. 
The Team recommends that the Secretariat be elevated within the FAO 
organizational hierarchy to reDort directlv to the Assistant Director 
General, Agriculture Department. 
b) Field Project Status. 
It appears that a number of constraints would be alleviated by 
granting the Secretariat "field project" status within FAO headquarters, 
for which there have been comparable precedents. The units in question, 
like the Secretariat, are differentiated from regular FAO services in their 
sponsorship and funding, although also situated in Rome. Field project 
status would convey, among other benefits, autonomy to convene a special 
personnel selection panel, exemption from staff nationality quotas and from 
the prescribed ratio of professional to support staff, and increased 
authority to manage the Trust Fund and to make staff travel decisions. A 
detailed description of field project status is provided in Appendix 5. 
The Team recommends that the Secretariat be granted field project 
status within FAO headauarters. 
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cl Delegation of Authority 
- 
Although field project status is arguably the most effective way to 
effect the flexibilities desirable for the Secretariat, it may not 
accomplish all that is needed. The Team thinks that additional authority 
also needs to be specifically delegated to the Executive Secretary by FAO 
without delay. The ability to make, in consultation with the TAC Chairman, 
two types of decisions on all staff travel are particularly important: (1) 
decisions on which staff members should travel and when, and (2) decisions 
concerning non-scheduled travel. It would also be desirable to authorize 
the Executive Secretary to authorize other expenditures within prescribed 
limits. Additional needed delegations should be developed by the Executive 
Secretary and the TAC Chairman. 
The Team recommends that the authority delegated to the Executive 
Secretary by FAO for specific transactions be increased and formalized to 
permit him to respond to TAC's needs more promptly and efficiently. 
d) Staffing 
The Team concerned itself to a considerable degree with matters 
pertaining to Secretariat staffing. Specifically, the number of positions 
currently vacant at both the professional and support staff levels is 
seriously hampering Secretariat services to TAC. The Team hopes that 
concerted attention can be given to recruitment so that a full complement 
of permanent staff can be assembled with a minimum of delay. 
In the interim, and indeed, even over the long run, the Team would like 
to encourage the use of consultants, including some who might be retained 
for regular, periodic use. There are a number of highly qualified 
scientists and managers with extensive familiarity with the System now 
working on a free-lance basis or in retirement who could provide excellent 
service and who might be willing to reserve certain portions of the ,work 
year for TAC assignments. The use of staff temporarily seconded from FAO, 
the centers, and donors should also be investigated. This suggestion is 
made, however, in the understanding that a core of permanent staff is 
necessary to select, guide, and support consultants if they are to 
contribute productively to Secretariat assignments. 
In principle, the Team supports the view that permanent staff levels 
be held at the minimum level needed to tap the knowledge and provide the 
services TAC requires. Nonetheless, such increases in System size and 
mandate as are currently under consideration, will certainly necessitate 
additional permanent staff, representing diverse disciplines. Thus, 
staffing requirements should be reviewed regularly and adjustments made 
rapidly in concert with changes in the System. 
The Team recommends that approved Secretariat staff positions be - 
filled expeditiously, with the number of positions increased as the needs 
of TAC and the Svstem exnand, although the Secretariat should retain in 
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house only the minimum capacity to tap the needed knowledge and to provide 
the necessary services to TAC. 
e) Professional Staff Qualifications and Remuneration. 
The Secretariat staff are increasingly expected to carry out a wide 
range of analytical functions for TAC. These range from the conduct of 
analyses by the staff to arranging for and facilitating analyses by outside 
consultants or related organizations. Generally the staff analyses are not 
full-fledged research exercises, although the analytical tools and 
information are drawn from the research literature. The function of the 
analyses - whatever form they take - is to better inform TAC on the issues 
and options and to ensure the objectivity of information. TAC in turn is 
expected to provide independent advice to the CGIAR. 
The needed mix of skills in the professional staff of the Secretariat 
should include both diverse regional experience and broad scientific, 
socio-economic, and technical experience. Staff should be able to think 
broadly, consider new initiatives, define options, and recommend 
priorities. In this way, with the help of selected consultants, the 
Secretariat can provide the type of support needed by TAC to provide the 
Group with advice and intellectual leadership in regard to new issues and 
initiatives and in the critical appraisal of the program and budget 
proposals of the centers. 
This process of strengthening has begun with the effort to recruit 
two additional professional staff over the next year. Further additions to 
create a core group of four in addition to the Executive Secretary, as 
budgeted, would provide a greatly enhanced capacity to bring together, 
organize, and review information and provide TAC with more strategic 
analyses. Such a capacity would greatly assist TAC in its deliberation on 
both specific and more comprehensive system-wide issues. 
In order to ensure that persons with these qualifications can be 
recruited to the Secretariat staff, the Team believes that employment 
conditions must be set at a competitive level. Although the current top 
grade level for professional Secretariat staff is sufficient to attract 
highly qualified personnel at an early stage in their careers, the Team 
doubts it is sufficient to draw persons with the more extensive experience 
that would be desirable in at least a portion of the staff. (FAO salary 
levels are discussed in greater detail in Appendix 6.) The authorization 
to offer such persons salaries commensurate with the full range of the FAO 
D-l level should greatly enhance the Secretariat's ability to build the 
qualified, balanced professional team it needs. (FAO staff positions at 
the director level are reviewed in Appendix 7.) 
The Team recommends that the capacity of the Secretariat be improved 
by the employment of professional staff with analytical ability, broad 
experience in selected fields, and the personal skills necessary to work 
effectively with FAO staff and other sources of scientific expertise as 
-Jell as ro carrv ,out Secretariat administrative and logistical fUtlCti0ns. 
- 
- 
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The Team further recommends that provision be made for at least two 
positions on the Secretariat professional staff to be remunerated at 
salaries that fall within the full range of the D-l salary scale. 
f) Role of the TAC Chairman in Staff Selection 
The staff members of the TAC Secretariat are FAO employees and enjoy 
all the benefits and prerogatives that accrue to that status. Thus, their 
selection and terms of employment must be in accordance with FAO 
regulations. Nonetheless, the Team was pleased to learn that the TAC 
Chairman has been involved regularly in the selection of Secretariat staff. 
In view of the Secretariat's role as a service unit for TAC, it seem 
appropriate to continue this practice and to consult the TAC Chairman 
regarding the hiring of staff and the extension of their contracts, 
particularly with respect to those at the professional level. 
The Team recommends that decisions regarding the hiring of 
Secretariat staff and extension of contracts continue to require the 
concurrence of the TAC Chairman. 
g) Space 
Another important concern is the availability of adequate working 
space for the Secretariat staff. The space currently assigned will be 
insufficient when all vacant positions are occupied, and a need for still 
additional space should be anticipated if possible System changes are 
realized. One or two offices need also to be set aside for use by 
consultants. 
The Team recommends that Secretariat staff be provided with adequate 
contiguous workspace for currently approved staff positions, with provision 
for additional space to cover potential staff increases. 
h) Other Management Suggestions 
In the course of its review, the Team noted several management issues 
that deserve some attention and that could be easily rectified. For 
example, it would be useful to study the office automation needs of the 
Secretariat both to ensure internal work efficiency and the efficiency of 
communications with TAC and other parts of the CGIAR system. At present, 
staff use both the Digital equipment common to FAO and the IBM-compatible 
equipment used broadly in the CGIAR (which is, unfortunately, incompatible 
with Digital). 
It is worth commenting here on the importance of training that allows 
staff to improve their efficiency. For example, a "hands on" consultant to 
train staff in the use of new electronic equipment, including computers, 
will be necessary once the office equipment is upgraded. Language training 
and training in analytical and management skills, may also be beneficial in 
particular cases. 
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To simplify and expedite the handling of minor operational expenses, 
an imprest account might be established under the management of the TAC 
Chairman. The Team understands this is in accordance with standard FAO 
procedures. 
Finally, the Team suggests that consideration be given to 
transferring some of the logistical arrangements for External Program 
Reviews - travel arrangements, for example - to the center concerned, which 
must in any case be involved in many of them. This could reduce the 
overall number of hours devoted to certain of these logistical tasks. 
The Review Team is confident that, with the operational changes 
proposed, the efficiency of the Secretariat will be greatly improved and 
existing constraints overcome. As noted, discussions within FAO suggest 
that such changes are feasible. The Team hopes its recommendations will 
meet with favorable consideration and the approval of the Director General 
of FAO and can be implemented soon. In the event of major difficulties, 
the Co-sponsors will have to reexamine the organizational options as 
outlined in this report. 
3. Contributions from the TAC Chairman 
The physical separation of the TAC Chairman from the TAC Secretariat 
is probably unavoidable as long as the TAC chair appointments are on a 
part-time basis. Electronic communications now provide for rapid 
communication and information transfer, but this is not a substitute for 
personal contacts and consultations. 
The Review Team saw considerable merit in extending the periods of 
the Chairman's visits to Rome whenever possible to gain the benefit of his 
inputs on operational and program issues and to develop closer contacts 
with Secretariat staff and the senior staff of FAO. His increased presence 
could help raise the profile and status of the Secretariat. 
The Team recommends that the TAC Chairman make more frequent and more 
extended visits to the Secretariat to participate in planning and in 
resolving important staffing and other operational issues. 
4. Expanding Intellectual Resources 
Clearly a small group of professional analysts in the Secretariat 
cannot cover the diverse spectrum of scientific and technical issues that 
TAC is required to consider. The professionals in the TAC Secretariat must 
have the knowledge and the means of identifying the most suitab'le 
consultants and the ability to supervise their contributions and assist in 
presenting the output in the most suitable form for TAC's consideration. 
As noted above, some of these consultants may be used more directly to 
expand the capacity of the Secretariat by being engaged on a longer term, 
periodic basis, either to contribute in particular disciplines not 
represented on the permanent staff, or at times during peak workloads. 
3ther means of supplementing the Secretariat’s capacFty could ‘se -LO second 
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able staff members for periods from FAO or CGIAR centers. In this way, the 
diversity and strength of the Secretariat could be maintained at an 
adequate level to serve the increasingly complex demands made on TAC. 
a) Interaction with FAO Technical Staff 
The Team notes and applauds current efforts to foster greater 
interaction among TAC Secretariat and FAO specialists. It seems clear that 
the initiative rests with individuals in the TAC Secretariat. Discussion 
with FAO leadership and TAC Secretariat staff suggest that these 
interactions will build up without further inducement, once appropriate 
professional staff are in place in the Secretariat. FAO's identification 
of "focal points" in various divisions should be utilized in any approach 
by the TAC Secretariat to FAO expertise. TAC specialists should have in 
their terms of reference phrases that encourage the building of bridges to 
FAO's several levels of expertise. Clearly, the requisite good will and 
interest abound in both FAO and TAC. 
b) Interaction with the CGIAR Secretariat 
While each Secretariat supports the activities of the CGIAR Sys.cem, 
there is considerable agreement on the separation of duties between the 
two. Those of the CGIAR Secretariat are described and interpreted in the 
CGIAR Secretariat Oversight Committee report of September 1988, and those 
of the TAC Secretariat are described earlier in this report. The Team 
understands there has been good cooperation between the Secretariats on 
fiscal matters. Some overlap may have occurred in support given certain 
scientific activities, and the possibilities of greater rationalization 
were alluded to by the CGIAR Secretariat report. The TAC Secretariat 
Review Team focused on ways to expand an already growing cooperation 
between the two Secretariats, especially with respect to their scientific 
roles. 
A closer collaboration between the Secretariats would be assisted by 
joint planning meetings, held at an appropriate time each year, to 
harmonize the various activities between both groups. Such meetings should 
be institutionalized by inclusion in the terms of reference of both 
Secretariats. 
The Team recommends that the increasingly effective collaboration with 
the CGIAR Secretariat, with respect to both scientific and financial 
matters, be continued and formalized through joint preparation of annual 
work plans. 
The CGIAR System, as noted in Chapter II, is in constant need of 
individuals qualified to serve on TAC, center boards, external review 
teams, or as consultants to the system. Both the CGIAR and the TAC - 
- 
Secretariats maintain lists for their own special interests, but there is 
little integration of the two and not enough is being done to 
systematically expand coverage. The Report of the Oversight Committee on 
the CGIAR Secretariat reviewed this matter and recommended zhat "vigorous 
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steps be taken to increase the number of well qualified individuals in the 
pool of potential candidates..."4/ Clearly, an effort should be made to 
develop a computerized data base of such candidates, with fairly 
comprehensive data on each individual entered. This would be most 
efficient as a joint activity of the two Secretariats. Although data could 
be input in one location, it would be important that both have an equal 
privilege to submit names for inclusion and equal access to the 
complete computerized listing as candidates for various roles are sought. 
The Team recommends that the TAC and CGIAR Secretariats collaborate in 
developing a data base, to which they have equal access, including the 
names and biodata of persons suitable for service on TAC, center boards, 
EPRs, EMRs, or as consultants to any part of the System. 
As also noted in Chapter II, there is a need to improve the process 
used in selecting TAC members. The TAC Chairman and Secretariat should, in 
the Team's view, play a larger and more formal role in this process. The 
two Secretariats should, in fact, work together in drawing up a list of 
candidates, and the TAC Chairman should interview and concur in all those 
placed on the short list for final selection by the Co-sponsors. 
The Team recommends that the TAC and CGIAR Secretariats collaborate in 
drawing up the list of nominees for TAC membership and that the TAC 
Chairman interview and concur in all those placed on the short list for 
final selection by the Co-sponsors. 
cl Interaction with the Centers 
The CGIAR and other international centers form a significant 
intellectual resource that has probably been underutilized by the staff of 
the TAC Secretariat in the past. Part of the reason may have been a 
conscious effort to keep some distance between the two groups in order to 
maintain the independence of TAC. Also, some centers may not have been 
enthusiastic about getting involved in TAC enterprises that could influence 
their relations with other centers. For whatever combination of these and 
other reasons, there appears to have been limited interaction. (For 
instance, IFPRI played a very minor role in the TAC priorities and 
strategies study of the mid 1980's.) 
While the reasons for this gap are understandable, the two sides may 
have stayed farther apart than necessary. The System is now more mature. 
It is also, because of financial restraints, in a situation where it needs 
to pool its resources to a much greater extent. There are certainly areas 
where there can be much greater interaction without particular danger of 
compromising integrity or relations. 
Aside from greater interaction on specific projects or issues, some 
consideration might be given to short term postings of selected center - 
L/ "Examination of Roles and ?erformance...,' 0~. cit., p. 12. 
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staff members at the TAC Secretariat, or at another CGIAR center such as 
IFPRI and ISNAR, where they might interact on longer-term issues of 
interest and importance to TAC and the System. A little creative thinking 
might suggest other ways of drawing on expertise available within the 
System. 
d) Interaction with Other Groups 
Interaction of the TAC Secretariat staff with donors or groups outside 
the CGIAR system has been somewhat limited. In the latter case it has 
largely been confined to contacts with individuals. Consultants can be a 
valuable resource, but they have some limitations when those involved have 
no knowledge of the CGIAR System. Perhaps greater flexibility and 
creativity are needed in expanding contacts with advanced research 
institutions that might be able to be of assistance. Donors might post 
qualified employees with the Secretariat for a year or more, or sponsor 
junior professionals or post-doctorals (who could serve as research 
assistants). Universities could be a particularly underutilized resource. 
Staff members with experience of the CGIAR System might be willing to spend 
part or all of their sabbatical leave with the Secretariat. The initiative 
to tap these possibilities should rest with the Executive Secretary. 
In summary, there are a number of relatively simple - and apparently 
feasible - steps that could be taken, even in the short term, to increase 
staff productivity and upgrade the Secretariat's already respected service 
to TAC. 
5. Concluding Remarks 
In terms of.organizational options considered for the TAC Secrerariat, 
the Review Team finds that continued location in FAO is the most 
appropriate course. Among the several reasons for this, three might be 
cited here. First , it balances the support provided by the Co-sponsors to 
the governance of the CGIAR System, and this avoids the excessive 
concentration of administrative authority in one of the Co-sponsors. 
Secondly, it isolates the TAC Secretariat from the direct donor relations 
that characterize the nature of the activities carried out by the CGIAR 
Secretariat and thus helps protect TAC's independence and autonomy. 
Thirdly, proximity to FAO facilitates the opportunities for collaboration 
and access to FAO's extensive human and data resources that are vital to 
the Secretariat's analytical functions. 
Nevertheless, while the TAC Secretariat is widely perceived as 
performing its current duties reasonably well and while the host 
organization has been supportive of its activities, the Secretariat is 
subject to a number of important operational constraints associated .with 
the application of certain norms and regulations within FAO. These 
constraints, especially those associated with the employment of 
professional and support staff for the Secretariat, are expected to become 
increasingly significant as the demands on TAC increase in voiume and 
complexity. 
- 30 - 
The Review Team believes that it is not an insuperable task to 
alleviate these difficulties. Administrative remedies are available even 
under existing rules. The Team therefore hopes that its recommendations 
will meet with favorable consideration by the Co-sponsors and the approval 
of the Director General of FAO and can be implemented soon. In the event 
of major difficulties, or unforeseen changes in circumstances, the Co- 
sponsors will need to reexamine the organizational and location options as 
outlined in this report. 
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Appendix 1 
Review Team and Conduct of the Review 
The Review Team members, their title and affiliations(s) at the time 
of the review, and their association with TAC and/or the CGIAR system are 
as follows: 
Alva App. Senior Scientific Advisor, United Nations Development 
Program. Formerly Director of Agricultural Sciences, Rockefeller 
Foundation. 
Dieter Bommer. President of the German Council for Tropical and 
Subtropical Research. Board member, ILCA and IRRI. Formerly a 
member of TAC and Assistant Director General of the Agriculture 
Department of FAO. 
Dana Dalrymple. Research Advisor, U.S. Agency for International 
Development. A.I.D. observer at TAC meetings since 1977. 
Emil Javier. Senior Research Fellow, ISNAR. Formerly a member of 
TAC, Chancellor of the University of the Philippines at Los Banes, 
and Minister for Science and Technology of the Philippines. Director 
General Designate of AVRDC. 
Joan Joshi. Consultant. Formerly Director of Administration at 
ICARDA and member of external management review teams for IITA and 
CIMMYT. Presently member of EMR team for CIAT. 
James McWilliam. Director, Australian Center for International 
Agricultural Research. Board member, IFPRI and ICRAF. Former board 
member, ICARDA and CIMMYT. Member of study team for first review of 
CGIAR system. 
Gustav0 Nores. Consultant and member of TAC. Formerly Deputy 
Director General of CIAT (presently Director General Designate). 
Donald Winkelmann. Director General of CIMMYT. 
The Team met in Rome in February 1989 to conduct initial interviews, 
review background material, and prepare a letter of inquiry distributed to 
TAC members, Board Chairs, Directors-General, and members of the Group. 
Through this means as well as a series of interviews held during the March 
TAC meeting at CIMMYT, expressions of opinion were elicited from more than 
fifty persons and organizations. 
At a second Rome meeting in late March, the Team prepared an initial 
draft of their report and recommendations. This was subsequently refined, 
circulated to the Team for further review, and discussed a final Lime by 
Team members atzending t‘ne C-GIAR mid-term neeting in Canberra in late :Ylay. 
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The report was delivered to the Co-sponsors in June and is expected to 
appear on the agenda at International Centers Week in the fall of 1989. 
All Review Team members attended the three meetings of the group with 
the following exceptions: Dr. App was unable to attend any of the meetings, 
and Dr. Bommer and Ms. Joshi did not participate in the Canberra meeting. 
The opinions presented generally represent the unanimous views of the 
Team members, although there may be slight variations in individual 
perceptions on some issues. 
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Appendix 2 
Brief History of the Secretariat 
Although the TAC Secretariat has been a feature of the CGIAR system 
since its establishment, its history - particularly in the earliest :years - 
is not well known. And while it was mentioned in the two reviews of the 
CGIAR system (in 1977 and 1981), it has never hitherto been the subject of 
any particular study. This lack of attention is somewhat ironic in view of 
the key role the Secretariat has played in arranging and conducting #other 
reviews within the system. 
Establishment of TAC and the Secretariat . 
Warren Baum, in his standard history of the CGIAR system, notes that 
"It had been recognized from the outset that the donors would need to be 
advised by a small group of scientists - "men of towering stature in the 
words of the founders." 11 
Just when the founders turned to the question of a Secretary a.nd 
Secretariat to serve such a group is not clear. A memorandum from Robert 
McNamara on November 19, 1970 concerning the organization of the 
Consultative Group includes a draft paper prepared by the World Bank and 
FAO, in agreement with UNDP, which states that: 
World 
first 
incur 
The Secretary of the TAC would be provided by FAO. 
The Secretariat would be composed initially of the Secretary of the 
Consultative Group and the Secretary of (TAC). Arrangements wouid be 
worked out to ensure liaison and collaboration between the two wings 
of the Secretariat. 
IBRD is willing to pay for the personal services and travel costs of 
the Secretary of the Consultative Group: and FAO is prepared to pay 
for the personal services and travel costs of the Secretary of TAC.'/ 
The first decision to establish TAC was made at a meeting at the 
Bank on January 14-15, 1971,3/ and was more formally ratified at the 
CGIAR meeting on May 19, 1971.4/ It was recognized that TAC would 
costs beyond those of the Secretary; shortly after the first CGIAR 
11 Warren C. Baum, Partners Against Hunger, The World Bank, 1986, p. 59. 
21 Memorandum from file maintained by Dana Dalrymple, USAID. 
31 Memorandum from Joel Bernstein to A.I.D. Administrator, January 26, 
1971; Dalrymple files. 
4/ 3aum, op. cit.. pp+ iO7-ill. 209-210. 
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meeting the co-sponsors" . ..decided to split the costs equally among 
themselves and later to share similarly the costs of the other members of 
the TAC Secretariat."'/ 
The location of the TAC Secretariat, or the TAC wing of the 
Secretariat, was a matter of discussion at first. According to one 
account: 
There was some bargaining as to its location between the World 
Bank, where the CG Secretariat was to be based, and FAO, the 
leading technical agency of the United Nations responsible for 
agriculture. In the event it was decided to base the TAC in 
FAO, although not all donors were happy about a divided 
Secretariat.61 . 
Establishment Within FAO; Organizational Changes 
Once the decision was made to locate at FAO, organizational 
arrangements went ahead. 71 A Research Development Center was established 
in the Development Department in 1971. The Assistant Director General in 
charge of this department (ADG-D) represented FAO in the Co-sponsors group. 
The Director of the Center, Peter Oram, was designated to serve as 
Executive Secretary of TAC. In February 1975, the Chairman of TAC 
requested that a new post of Executive Secretary be established at the D-2 
level (just below the level of Assistant Director General). This was done, 
but the incumbent retained, at his request, overall responsibility for the 
Research Development Center in order to maintain a link between national 
and international activities. 
Major changes were introduced in 1976 with the arrival of a new 
Director General of FAO. The TAC Secretariat became a separate unit but 
remained attached to the Office of the Assistant Director General of the 
Development Department. The post of Executive Secretary was reclassified 
down to the D-l level and Philippe Mahler, an FAO employee, was appointed 
to the position (Oram was reappointed as Chief of the Research Development 
Center). In 1978 the TAC Secretariat and the Research Development Center 
were transferred from the Development Department to the Agriculture 
Department where they were attached directly to the Office of the Assistant 
Director General (ADG-Agr.). The ADG-Agr. then replaced the ADG-D as the 
FAO representative in the Co-sponsors group. 
51 Ibid, p.61. 
61 Peter Oram, "The Technical Advisory Committee (TAC) to the CGIAR," 
Conference on Tropical Forestry Research, Winston House, United Kingdom, 
1988, Vol. II, Background Papers, No. 15, p.2. 
71 The remainder of this material is based, except as noted, on "A 
Historical Note on TAC Secretariat Relationshio to TAO," orepared by the 
Secretariat, February 10, 1989. 
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In 1983, Mahler left the Secretariat to take another position in FAO 
(Chef de Cabinet). A new search process was initiated to select a 
replacement. It involved the establishment of a three-person selection 
committee consisting of the Assistant Director General of the Agriculture 
Department, the Chairman of TAC, and a center director. 81 The committee 
received nominations from all parts of the CGIAR system, interviewed the 
most promising candidates, and advised the Director General of FAO on a 
selection. Alexander von der Osten of GTZ in Germany was selected. When 
von der Osten left in 1985, a similar process was followed, and the present 
incumbent, John H. Monyo, at that time in charge of the Research 
Development Center, was named. 
In 1984, the Secretariat became part of the newly formed Research and 
Technology Development Division within the Agriculture Department of FAO.'/ 
This new division included four units which previously reported directly to 
the Assistant Director General, Agriculture Department. The new div.ision 
was established to provide a point of focus for all research matters within 
FAO and to ease the managerial burden placed on the ADG Ag."l The 
Executive Secretary of TAC, therefore, began to report formally for ,the 
first time, to a Division Director rather than directly to an ADG. 'The 
Director, however, reported to the same ADG, who maintained much the same 
involvement with the CGIAR system. Also, direct communications were 
possible between the Executive Secretary of TAC and the ADG.lIi 
Staffing of the Secretariat 
Staffing of the Secretariat, beyond the Executive Secretary, has 
followed two different patterns. The Research Development Center, in 
existence from 1971 to 1976, contained four research officers. One Iof 
these officers, B. Webster, worked full time on TAC matters. The otner 
three officers - R. Devred, I. Paul-Pont, and B. Muller-Haye - were 
81 Baum, op. cit., p. 219. 
91 This change, then a proposal, was first mentioned to the C-spo,nsors 
at their May 24, 1983 meeting. (Summary of . . . ..Meeting." psra. 5). 
101 Based on discussion with Dieter Bommer, at that time Assistant 
Director General, Agriculture Department, FAO, March 31, 1989. 
111 The matter of reporting responsibilities was discussed by the Co- 
Sponsors in their meeting of October lt 1985 {"Summary of...Meeting," 
October 17, 1985, 
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involved only to a limited extent, and then usually in their area of 
expertise. 121 
The TAC Secretariat (1976 to the present) has been staffed as 
follows: 
Deputy Executive Secretaries/Senior Research Officers: B. Webster 
(1976-1978); S. Risopoulos (1978-1983); P. Roberts-Pichette (1983- 
1989) 
Senior Research Officers: E.Z. Arlidge (1976-1980); L.H.J. Ochtman 
(1979-1986); K.O. Herz (1983-1988); G. Gryseels (1987-present) 
Thus from 1976 to the present, the maximum professional complement of the 
Secretariat, aside from the Executive Secretary, has been three. The 
present complement of two (one after May 15) is below normal. 
121 Based cm conversation :A.th Gram, Washington, 3-C., March 27, 1989. 
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Appendix 3 
Nature and Balance of Secretariat Functions 
The Secretariat functions noted in Chapter III cover a wide range of 
activities. Some are cyclical and are carried out every year; others are 
less so; and some occur only once. Moreover, some are routine or 
logistical while others are analytical or scholarly. The Secretariat has 
defined these functions more fully in a paper prepared for the review: 
highlights follow.'/ The Secretariat has also provided information on its 
use of time and balance of activities that is also briefly summarized. 
The Six Major Functions 
a) To organize meetings of TAC and its subcommittees. Three 
meetings are presently held each year; March and June meetings at one of 
the centers or in Rome, and a fall meeting in Washington. The meetings 
average roughly a week each. In recent years increased emphasis has been 
placed on the ;ye of standing and ad hoc committees which also involve 
staff support. 
- 
b) To prepare for meetings of the CGIAR. This is a less time,- 
consuming activity and basically involves preparation and distribution of 
appropriate TAC documents, attendance by the Executive Secretary and a 
staff member, and any needed follow-through. 
cl To organize and manage reviews. The principal component is the 
regular External Program Reviews (EPRs) of the centers, which are conducted 
roughly every five or six years. This means that generally two reviews, 
and sometimes a third, are conducted each year. A member of the 
Secretariat acts as the scientific secretary to the review. An EPR usu+y 
takes, in terms of elapsed time, over t-wo years to prepare and execute.Jl 
Activity and commodity reviews have been conducted iess frequently and less 
regularly (only three have been held to date). The conduct of stage one 
reviews of the non-associated centers is a major new activity that is about 
to get underway; it is considered under item f) below. 
11 "Role and Functions of the TAC Secretariat," November 1988, pp. 2-7. 
2/ The tasks involved in preparing for, operating, and following up on a 
meeting are outlined in Annex IV of the TAC Secretariat document. 
31 Details on the activities involved in conducting a review are 
provided in Annex VI of the TAC Secretariat document. 
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d) To assess and monitor CGIAR priorities and strategies. This 
important TAC task incorporates priority setting, monitoring the 
implementation of recommendations, and assessing the impact of CGIAR- 
supported activities. The process has resulted in the preparation of 
several priorities papers over time; the most recent occurred in 1985 and 
was a major project. A process for continual updating of these reports has 
been developed. The Secretariat has been heavily involved in this process, 
and the present TAC Chairman wishes to increase the analytical role played 
by the Secretariat staff substantially. The newest staff member has 
devoted approximately 60% of his time to priority assessment and related 
studies. Several related papers have recently been prepared by the 
Secretariat, and more are underway. 
e). To support the resource allocation process. This is in part a 
cooperative activity with the CGIAR Secretariat and is now heavily oriented 
to the five-year budget process. The TAC and its Secretariat are- 
responsible for the program analysis and are charged in particular to 
highlight center-specific or cross-center technical or scientific issues in 
a center's program in relation to CGIAR priorities, the mandate of the 
center, the recommendations of the last EPR, and the implementation and 
development of the centers' approved medium-term program. The Secretariat 
helps set the stage for TAC's review of these questions and the formulation 
of its recommendations. The two Secretariats then jointly prepare a 
commentary on each center's program proposal. .~ 
- 
f) To identify emerging issues and new initiatives. TAC from time 
to time takes on or initiates special studies on emerging issues. Each is 
usually preceded by a desk-top study by the Secretariat, which involves 
developing the terms of reference and identifying potential source persons. 
The desk-top study may involve further analyticai work. Another variant of 
this work involves evaluating new initiatives, generally new centers or 
programs (such as vegetable research or aquaculture). As a part of this 
process, the Secretariat has undertaken or commissioned background studies, 
organized special missions and analyzed previous documents and decisions 
for TAC's consideration. A current major activity, which might be included 
under this heading, is the first stage of the review of non-associated 
centers. 
The Secretariat also is involved in many other lesser activities that 
may not fit easily into these categories. 
Use of Time and Balance of Activities 
As a result of TAC's mode of operation in the past, much of the 
Secretariat's time has been spent on service and support activities. More 
specifically, the Secretariat has provided the following examples of 
demands on time in 1987. 
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Senior staff: 
regular TAC meetings, excluding travel time, 23 days (all senic'r 
staff). In addition, each meeting takes about 15 days of one 
senior officer's time in routine matters (agenda preparation and 
report preparation), while the other staff members put in somewhat 
less time, mainly in report preparation. Each senior officer also 
has the responsibility for preparation of documents for the 
meetings: 
regular CGIAR meetings, excluding travel time, 10 days (all senior 
staff): 
TAC subcommittee meetings, excluding travel time, 26 days (various 
senior staff members); 
External Program Reviews: each involves about 47 days in travel, 
plus in-office time for preparation and follow-up, for a total of 
about three months. 
Support staff: 
administrative support for the above activities. Just for the 
travel portion of the above activities, support staff were 
responsible for the preparation of 236 travel authorizations, '70 
changes to travel authorizations, 158 payment vouchers, and 20:L 
travel expense claims. In addition, one or two of the support staff 
usually participates in each EPR. 
The Secretariat thinks that, for it to have the capacity and 
flexibility to serve TAC fully, the senior officers should normally spend 
at least 70% of their time on scientific and technical matters and 30X on 
service activities. However, they note that with the past staffing 
pattern, it has seldom been possible to achieve this balance. High-ievei 
consultants are regularly used, but they require Secretariat time to 
arrange and support and do not provide the continuity needed in house. The 
need for an increase in the support staff has been recognized for some 
time, but there have been difficulties and delays in establishing and 
filling these positions. 
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Appendix 4 
TAC Funding and Expenditures 
Funding 
The core operations of TAC and the Secretariat are funded through an 
FAO Trust Fund by the three Co-sponsors: FAO, UNDP, and the World Bank. In 
theory, each contributes an equal amount, but actual contributions 
sometimes vary slightly from this norm. 
Details on the amounts provided from 1984 to 1988 and proposed and 
projected figures for 1989 to 1991 are outline in Table 4.1. It will be 
noted that between 1984 and 1989 the normal amount provided by each sponsor 
was $450,000 and that this amount is expected to increase to $630,100 in 
1990. The FAO internal contribution of office space and some services was 
not included in this tabulation through 1989; it will be reflected in its 
contribution from 1990 on ($500,100 cash contribution plus an in-kind 
contribution valued at $130,000). There were substantial carryover figures 
from 1984 to 1989 for a variety of reasons; these levels are expected to 
diminish in the future. The donors do not expect to be able to increase 
their contributions beyond the 1990-91 levels in the foreseeable future. - 
No other funding has been provided for the regular operations of the - 
Secretariat, although some CGIAR donors have funded some special activities 
conducted by or related to the Secretariat (such as this study). The TAC 
Secretariat handles funds provided by the centers to cover the cost of 
External Program Reviews. 
Expenditures 
Annual expenditures, by major category and in total, are provided in 
Table 4.2. Data from 1984 to 1988 are actual; data from 1988 to 1991 are 
estimated, proposed, and projected. Personal services (largely the cost of 
the Secretariat) comprise the largest category, closely followed by travel 
and meetings (largely the cost of TAC). Office operations were a 
relatively small component (except in 1987 and I988 when contractual 
services were unusually high). Personal services are expected to rise in 
1989 reflecting filling of some staff positions. Total costs of the 
Secretariat rose from an average of $1.12 million for the 1984-86 period, 
to $1.51 million for 1987-89, and are projected to increase to $1.76 
million in 1990-91. 
Income has exceeded expenditures and is projected to do so through 
1991, but if expenditures continues to rise after that date and income 
holds level, the margin will disappear. 
Year 
Actual 
1984 
1985 
1986 
1987 
1988 
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Table 4.1 
TAC Trust Fund Income 11 
Carry-over from 
prior year FAO UNDP 
U.S. Dollars 
World Bank Total 21 -- 
372,849 450,000 450,000 674,476 3i 1,947,825 
810,347 450,000 450,000 449,989 2,169,336 
1,073,578 300,000 300,000 299,985 1,973,563 
836,932 450,000 450,000 224,985 41 1,961,917 
427,448 450,000 450,000 449,985 51 1,777,433 
Proposed 
1989 354,762 450,000 450,000 
Projected 
1 1990 (146,762) "I 500,100 7/ 630,100 
1991 (148,862) 61 500,100 7/ 630,100 
450,000 1,704,762 
630,100 1,907.,062 81 
630,100 1,909,162 81 
Ii Excludes funds handled by TAC since 1984 for external program 
reviews. 
Actual expenditures were, or are expected to be, iess than r‘unaing; 
see Table 4.2. 
31 Includes: 1983 wnd installment ($174,992) and training study 
($49,994). 
41 First installment. 
51 1987 second installment and 1988 first installment. Includes 
expenditures for TAC Chairman paid directly by Bank. 
61 Derived by subtracting expected expenditures (Table 4.2) from 
expected income for previous year. 
71 In addition, in-kind contribution valued at $130,000 (office space; 
personnel, financial services). 
3/ Zlus value of ?A0 contribution (noted in r^n. 7). 
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Year 
Actual 
Personal 2/ 
Services 
Table 4.2 
TAC Cash Expenditures '1 
Travel & 31 Office 41 
Meetings Operations Other Total 
U.S. Dollars 
1984 522,043 
1985 463,325 
1986 559,117 
1987 652,071 
Estimated 
1988 681,040 
Proposed 
1989 793,000 
Projected 
1990 879,699 
1991 879,600 
576,295 39,140 1,137,478 
559,992 63,441 1,086,758 
497,315 80,199 1,136,631 
676,636 205,762 1,534,469 
521,409 220,220 1,422,669 
645,000 120,000 1,558,OOO 
685,000 110,000 83,600 51 1.758.300 
685,000 110,000 87,800 51 1,762,400 
11 Excludes value of FAO in-kind contribution for office space, 
personnel and financial services (valued at $130,000 in 1990 and in 1991) 
and special expenditures for study of non-CGIAR centers in 1989 and 1990. 
21 Includes Secretariat staff, TAC Chairman, and Chairman's office and 
expenditures. 
31 Includes tickets, per diem, and honoraria. 
41 Includes contractual services, conrnunications, printing of documents, - 
hospitality, office supplies and equipment. 
- 
Price provision (5% per year). 
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Appendix 5 
Field Project Status in FAO 
Although field project status plays a significant role in the 
recommendations of the TAC Secretariat Review Team, it is difficult to find 
official documentation concerning the formal definition of such program or 
the application of such designation to programs headquartered in Rome. 
relatively limited pieces of documentation that could readily be found 
briefly summarized here. 
The 
are 
First, by way of background it might be noted that a substantial 
portion of FAO's activities are carried out in the field. They are 
financed through the Technical Cooperation Programme (TCP) of the Regular 
Programme budget and from voluntary extra-budgetary resources (EBR). Of 
total field program costs of $310.7 million in 1986, TCP funds represented 
$30.7 million and EBR represented $280.0 million. The EBR were divided 
between FAO/UNDP projects ($128.8 million) and Trust Fund (TF) techniT 
assistance ($151.2 million). TAC is included in the EBR/TF category. 
In 1964 a FAO/IBRD Cooperative Programme (the Investment Centre) was 
established; 75% of the cost of salary allowances and other benefits was 
provided by IBRD and the remaining 25% was provided by FAO. In April 1974 
the Director-General of FAO issued a statement which noted that the work of 
the Cooperative Program " . ..involves frequent missions to the field, and is 
similar to that performed by the field project staff," and went on to state 
that: 
I have therefore decided that, for the purposes of personnel 
management, Professional technical posts in the FAO/IBRD 
Cooperative Programme of the Investment Centre shall be exempt 
from the staff selection procedures applied to Headquarters and 
regional office posts and shall be subject to procedures 
similar to those which now apply to field staff.2/ 
This meant, according to the announcement, that the selection of 
technical experts up to the P-4 level would be handled by an internal 
Selection Panel (the selection of experts at the P-5 level and above would 
continue to have to go through the Establishments Sub-Committee). A 
subsequent (1984) section in the FAO Manual on the Establishments Committee 
and Sub-Committee indicated that appointments at the P-5 level and above 
were exempt from its review where "specific delegation of authority at the 
- 
Ii Field Staff Guide, FAO, February 1985, pp. 7, 9, 10; Program of Work 
and Budget for 1988-89, FAO, C 8713, July 1987, pp. 13, 225. 
21 "Selection of Professional Technical Posts in the FAO/IBRD 
Cooperative Programme," Director-General's Bulletin, FAO, No. 74/32, 
April II, 1974, 2 pp. 
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P-5 level has been given to a Senior Field Selection3Panel of which an AFP 
[Personnel Division] representative is a member...". A further addition 
to the Manual (1986) indicated that field project posts, including those 
with duty station at headquarters, as specified by the Establishments Sub- 
Committee, are specifically excluded from consideration by the FAO 
Professional Staff Selection Committee.4/ 
The FAO/IBRD Cooperative Programme remained the only headquarters 
unit with field project status until late in 1986. On October 22 of that 
year, the Chairman of the International Board for Plant Genetic Resources 
(IBPGR) was notified by the Deputy Director-General of FAO that in response 
to proposals of the IBPGR Executive Committee: 
The various activities paid from the IBPGR Trust Fund will be 
handled on the same basis as a field project with HQ 
[Headquarters] in Rome. This means that recruitment of staff 
whose positions are financed out of the Trust Fund will not be 
subject to the rules of geographical distribution (the quota 
system). Moreover, the selection and upgrading of TF-funded 
staff (up to and including P-5) will be handled by a staff 
selection panel at the divisional level.5/ 
Continuation of field project status was confirmed by the Assistant 
Director-General of the Agriculture Department in a letter to the Chairman 
of the IBPGR on February 6, 1989. In addition, the ADG-AG stated that 
while the exemptions noted above referred only to the professional (P- 
series), in the case of additional general service posts "..the requirement 
for a submission to the Establishments Sub-Committee/Committee could 
perhaps be waived."6/ 
Field project status also appears to have some other implications 
such as authority over trust funds and a waiver of a statement of quarterly 
31 "Establishments Committee and Establishments Sub-Committee," FAO 
Manual, Chapter II, Section 280, March 19, 1984, p. C.l. 
41 "Posts Specifically Excluded from Consideration by FAO Professional 
Staff Selection Committee," FAO Manual, Chapter III, Section 305, 
September 22, 1986, p. A.I.l. 
51 Letter from Declan J. Walton, Deputy Director-General, FAO, to L. 
Kahre, Chairman, IBPGR, October 22, 1986. 
61 Letter from C.H. Bonte-Friedheim, Assistant Director-General, 
Agriculture Department, FAO, to W.J. Peacock, Chairman, IBPGR, 
February 6, 1989, p. 2. 
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scheduled travel. 71 It was not, however, possible for the Team to secure 
documentation on these points in the time available. 
In summary, it would seem that the TAC Secretariat meets the same 
basic criteria for field status - Trust Fund financing and a heavy field 
orientation - as were met by the FAOIIBRD Investment Centre and IBPGR. The 
decision on field project status appears to have been made internally in 
the past, and presumably this procedure could be continued. The principal 
effect is to provide flexibility to the professional staffing process. 
Other less well-defined benefits also appear to be associated with field 
project status. 
71 aased on conversation of 2ohn blonyo, Exectltive Secretary of TriC. wiz:? 
Trevor Xilliams. 'Sxecueive Secretary of ZBPGX, iilarch 20. 1989. 
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Appendix 6 
FAO Salary Levels 
Secretariat staff salaries follow those set for FAO by the United 
Nations system. They involve various categories, grades, and steps. The 
three categories are General Service, Professional, and Director. The 
number of grades in each category and steps in each grade differ. 
Published salary levels include "gross" and "net" salaries. The 
"gross" salaries essentially have no meaning except for the calculation of 
pensions. The "net" salaries are also not very meaningful by themselves - 
except for comparison purposes within the system - because they are 
augmented by a substantial post adjustment. The final salary thus falls 
between the gross and net salary, generally closer to the former. Salaries 
are free of income taxes, and there is a further educational allowance. 
The pension system is considered good for those staying an adequate period 
of time. 
The competitiveness of the salaries varies by category. General 
Service salaries are thought to be quite competitive. The Professional and 
Director salaries are considered relatively less competitive and will be 
briefly discussed here. The published "net" salary levels for P-4 through 
ADG are summarized in Table 6.1. Inclusion of the post adjustment for Rome 
raises the figure substantially. In the case of a step 4, the respective 
salaries as of February 1989 were: P-5, $59,929, and D-l $66,338. 
Mandatory deductions are made from these totals for the pension fund 
($5,549 for P-5, $6,212 for D-l) and major medical insurance ($1,508 for 
each). The resulting D-l salary was 10.7% higher than the P-5 level. 
Evaluation of these salary levels depends on the type of comparison 
made. It also depends on assumptions made with respect to relative iiving 
costs (high in Rome) and spouse employment (generaily aifficult in Xome). 
If a comparison is drawn with national governments and universities in 
developed nations, salaries are probably roughly competitive (given the FAO 
staff exemption from income taxes), except possibly in northern Europe and 
where spouse employment is a factor (this is, theoretically, less a problem 
for EEC members). If a comparison is drawn with international centers and 
the World Bank (where similar spouse employment problems also exist), the 
FAO remuneration package appears to be less favorable, especially at the 
more senior levels. It would probably be difficult to attract a successful 
center scientist or economist to the Secretariat on the basis of the salary 
package alone; other factors (such as the appeal of working in Rome) would 
have to be important. 
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Table 6.1 
Category 
P-4 
P-5 
D-l 
D-2 
ADG 
FAO Net Salary Schedule for Professional 
and Higher Category Staff with Dependents, Rome, 1989 
(Exclusive of Post Adjustment and Educational Allowance) 'I 
Step 1 
32,605 
39,290 
43,461 
49,406 
59,203 
-- Maximum 21 
- U.S. Dollars - 
41,308 (step 12) 
46,340 (step 10) 
49,287 (step 7) 
52,552 (step 4) 
59,203 (step 1) 
11 The post adjustment as of February 1989 was equivalent to about 43.8% 
of the net salary for a step 4, P-5 and 42.9% for a step 4, D-l. An 
educational allowance is provided which is equal to 75% of the cost for 
each child up to a maximum of $9,000, 
2: Incremental steps granted yearly through D-l (step 4); steps above 
this Level are granted every two years. 
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Appendix 7 
FAO Staff Positions at the Director Level 
There are, as noted in Appendix 6, two grades in the Director or D- 
level category in FAO: D-l and D-2. The D-l category is normally utilized 
for individuals in administrative positions such as Chiefs or Assistant 
Directors (the Executive Secretary of TAC and the Director of the 
International Board for Plant Genetic Resources are included in this 
category). The D-2 category is normally utilized for Directors of 
divisions (such as the Research and Technology Development Division, where 
the TAC Secretariat is presently located). 
Are there any significant exceptions to the D-l pattern in the case 
of non-administrative professional employees in Rome? A review of position 
listings as of December 1988 reveals that - based on titles - there 
appeared to be essentially no such positions outside of the Development 
Department (a few were listed as advisors or assistants to an Assistant or 
Deputy Director General). There were however, a significant number of 
exceptions in the FAO/IBRD Investment Center in the Development Department 
- a group that has field project status (see Appendix 5). Altogether there 
were some 16 D-l individuals who did not carry an administrative title, 
including a senior agriculturalist, senior economist, two agricultural 
economists, two agricultural officers, two forestry officers, and two 
irrigation engineers. 
Y 
